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EXECUTIVE SUMMARY

This document has been prepared at the direction of the Victorville City Council whereby the City
Manager was directed to bring back for review and possible actioa, comprehensive plan for
improving public safety with a particular focus on communiyiging, community police relations, code
enforcement, animal control and fire, affdla viable option or options for generating revenue with the
goal of significantly enriching the quality of life for Victorville residents. This report considers public
safety as providing protection to the general public and is expressed through municipal code compliance,
crime prevention and the protection of life and property. In Victorville, public safety principally
comprises police and fire services. Service$ #na integral to police and fire services include Code

EnforcenentandAnimal Care & Contral

This report assesses levels of services, and offers advice on what staff and the City Manager believe is
needed to adequately respond to the service level demands by its redidgmigtant highlights of this
report are as follows:

1 Over the last 20 yearpopulation growth has nearly doubled with the greatest amount of growth
between the years of 2000 and 2010 at approximately 7% annually and at approximately 1.3%
annually from 2010 to 2019.

9 Over the last 20 years, public safety expenditures have indraaserate of approximately 18%
annually compared to 8% per year of general and property tax revenue and 1.6% annually in
staffing levels.

T Police and Fire services al one compri se 64 %
Enforcement and AnimaCare & Control, that share increases to 66.45Pkhese shares of the
general fund are increasing over time, reducing the amount available for other discretionary
servicessuch a recreation and library
Since 2008, Polictotal call volume increased 11% by approximately 14,000 calls
Since 2008, cost for Police service, which has grown at a rate of 4.2%, has outpaced the total
Police personnel growth rate of less than 1%.

1 Since 2008dispatchectalls for Police services have increased 30% while proactile have
decreased by 40%, causing the Victorville Police force to be more reactionary to crime calls.

1 Since 2008nonemergencyresponse times for Priority 2 dispatched calls have increased-by 42

minutes, 54minutes for Priority 3 calls and &@inutes br Priority 4 calls
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1 Since 2008, traffic enforcement staff levels have remained relativel\hdaever service levels
havedecreasetargely due to traffic enforcement being called to respond and support emergency
patrol calls.

Since 2010traffic citations issued to motorists has declined by 67%.
Over the last 20 yearpublic safetystaffing levels increased annually by 1.&ile cost of
service increased @pproximatelyl5% annually

1 A minimum increase of 30 fulime personnel is beingecommended to transition the local
police force toa more proactive patrol and taaffic enforcement agencyvhile dramatically
reducing noremergency response times.

1 Since 2008fire tooling, equipment, facilities and apparatus have been subjected to increased
wear and tear, all requiring attention as Victorville operates itsfioeydepartment.

1 Since 2011, fire and medical calls for service increased by 49%, outpacing populatitim @frow
8%.

Since 2011, medical calls for service have increased approximately 55%.

Since 2011, the share of medical calls to total fireise calls hasncreased from 82% to 86%.

A fire and medical service coverage gap existEine Management Zond-§1Z) 315, putting
additional strain on available resources provided to FMZ 312 and 313. Supplemental medical
services should be providdiast at FMZ 313 until such a timeas Station 315 can be @pened

with a fully staffed medic engineThis report recommms hiringnine additional fire service
members and opening Station 315 in the 21/22 fiscal year.

1 Actual Code Compliance cases exceedeload capacity of staffreating delays in the time it
takes to inspect, enforce and remedy Code Compliance cases.

1 Code Compliance staffing levels have remained relatively flat over the laged&8, causing a
reactive operating posture to enforce Codentpliance matters. This report recommends an
additional six staff members.

1 Code Compliancecase load is 45% greaterath the capacity available from existing staffing
levels to attend to Codeompliancecases.

1 Since 2010, Animal Control staffing levels have remained relatively flat while actual caseload has
decreased. The decline in caseload activity is more directly related to the increased amount of
time it takes to start and complete casésimal Control staffing levels are recommended to

increase bix staff members develop a more proactive resperte Animal Control demands.
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1 COVID-19 related revenue adjustments projedisaal year19/20 reduction of revenues by
approximately $2.8 million and a $4.2 million projected revenue reduction in the 20/21 fiscal year
as compared to the forecast from therent budget.

1 Revenue enhancements were projected necessary to satisfy any expansion to public safety prior to
the COVID19 related pandemic and that revenue enhancement has been accelerated in timing if
the City intends on expanding its public safetygoam.

1 To enhance its public safety levels, a general Transaction and Use Tax measure of 1% added to
the existing 7.75%ales taxate, is recommended to be added to the November 2020 general

election for voter consideration.

INTRODUCTION

Victorville, over the last 3@ears, has grown in population largely due to the affordable nature of its
housing stock. Victorville, along with the entire Victor Valley, has traditionally exported its workforce
Ado-thahi | | 06 wher e t h eentera arglecatethet nemaing focnged on repositioning

itself as a major employment center with its Southern California Logistics Airport. Notwithstanding its
efforts to attract higher paying jobs and reduce its local commute shed to the larger dalkets rof

Southern Californiay i ¢ t o rgrowirglresidestial base has created an exponentially greater demand

for public services, including public safety services. Local governments in California, such as Vigctorville
rely on a relatively limited digetionary revenue source to fund general public services such as Police and
Fire services. Among general discretionary revenue sources, sales and property taxes are the largest
contributor to the Cityds generrees$hadhbeaendutpacediblitte gr ow
cost of services which has limited the ability of Victorville to expand its public safety service levels.
When this occurs, the net effect felt by any community is a reduction of service due to the growing

demand for service.

Since 2008, Victorville has focused itself upon surviving the largest national recession felt since the Great
Depression. Not until 2016 had Victorville consistently been in the position of building up its general
fund reservewhich is typically useful for cash flow management purposeplanned or emergency
expenditures or to serve as a rainy day funding source. In fact, Victorville for the first time achieved its
15% general fund reserve target in 2019. Unfortunately,spgrng of 2020 has introduced to the
Victorville community, a global pandemic that will present many economic uncertainties in the near term,

while the demand by its residents for increased public safety services grows. The ongoing pandemic has
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not reducedhe sound of Victorville voices as they have been increasingly asking for more public safety

and community improvements such as parks and library enhancements.

This report pulls information and direct experience from key staff, including members\dictbeville

|l eadership and executive team to summari ze select
safety service levels. This informatiag thencompared to the financial resources generated from our
community to satisfy public safeservice levels so that this information can be used to assdssehef

public safety services desired and the financial resources necessary from our residents to expand our
public safety service® fundamentafact or trendthat has always been knowm staff is that the cost of

public services necessary to meet the service demands of its residents traditionally outpaces the revenues

it generates. Accordingly, Victorville has found itself reducing service levels at times when fiscal
constraint ariseandit then attempts to catch up its service levels when fiscal conditions improve. This

has kept Victorville from identifying the optimal service levels and maintaining them at pace with growth

indicators.

The populatiorfigures summarized below in Tiabl reflect an approximate€96% increase in population

in the last20 years. This 96% increase represents an approximate 5% annual increase over the same 20
years. 74% of the population increase occurred between the years 2000 and 2010, at a rate of 7.4%
annually. Over the same time period, public safety staffing levels as illustrated in Table 2 increased by a
total of 32%, which represents an approximaté¥ annual increase. Table 3 summarizes over the same
time period an increase public safetyspending by $6.2 million which represents 351% increase over

the same time period and an annual average raapmbximatelyl8%. Altogether, the cost of service

has outpaced the public safety service level grow@lver the last 2@/ears, staffing leels increased
annually by 1.6% A continued trend in this direction, along with an expected increase in calls for service

as populdbn continues to grow, will cause the community to feel aiftice levels decreasgespite

staffing levels staying the same. Considering community demands for increased public safety, the
forthcoming analysis summarizes existing service levels, reconatiens to achieve the demands by

our residents for increase public safety service levels and advice as to the necessary financial resources to

accomplish the communityods goal s.
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TABLE 17 POPULATION TREND
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TABLE 21 STAFFING TREND
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TABLE 37 PUBLIC SAFETY EXPENDITURE TREND
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POLICE

The San Bernardino County Shedif®epartment has provided contract law enforcement services for the
City of Victorville since 1962. The Sheriffdos Dej
geographical county in the nation. The department serves over 2.1 million residéntsight county

and 14 contract patrol stations.

The department is augmented by several divisions to include Aviation, Training, Dispatch, Court
Services, Detentions, Specialized Investigations, Scientific Investigations, Spedialipecement, Civil

Liabilities, Coroner, Gangs, Narcotics, Internal Affairs and Public Affdinese augmented services are

not found as direct charges in Victorvilleds Schi
force paid directly by th€ity. The Schedule A, approved by the Victorville City Council for e

19/20can be found in Exhibit A.

The Victorville Station located at 14200 Amargosa Road serves as headquarters for personnel assigned to

the Victorville Police Department. Persohne i ncl ude swor n DesworaPrgfesssonadr i f f 0
Staff. Personnel areutlined in TableAl below andorganized into severalnits anddivisions: Patrol,

Detectives, Gangs, Traffic, Multiple Enforcem@ram (MET) Retail Theft, AdultProtective and Child

Protective InvestigationdAPS/EPS) School Resource Officer§SRO) Crime Prevention, Media

Relations and Administration.

TABLE AlT POLICE DEPARTMENT CURRENT STRUCTURE

Victorville
Sheriffs Department
FY 19-20

|

Command Staff
3

I
.

Gang Unit Traffic Unit Detective Unit
16 8 16

Evidence ‘ ’ MET SRO ‘ ’ DUl }J—{ Enforcement ‘ ’ APSIEPS

Monitor Room ‘

Admin/Clerical
2

Patrol Unit
57

’ Crime Prevention Retail Theft ‘ ’ Dispatched Calls Proactive Calls

’ Media Relations

Automotive

Victorville SIeriffos Dispatch
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TABLE A2- STAFFING LEVELS
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Beyond its primary role of protecting and serving, the Victorville Station attemdy ocommunity and
charity events anduppors various community groupdy attending meetings as requested. Crime
prevention andMedia Relationgersonnel organize and teach classes on various topics throughout the
year and support the Neighborhood Watod &€rime Free Housg programs. The Victorville Station
does this in an effort to better connect with the community and to aepiater presence by officers

throughout the community.

PATROL DIVISION

The largest division within the Victorville Station is the Patrol Bimn. Patrol is principally responsible

for responding to dispatched calls for servidgctorville Station deploys patrol personnel in twelveur

shiftsand is the only division staffed, 24 hours a day, seven days a l&skift structureonsists of ne

dayshift and one nightshift with one cover shift to keep service levels sufficient during day and night shift
rotations. A sixbeat patrol system (TableA3) is utilized with one rover deputy on each side of the
Interstate 15 freeway. Thigsults in a minimum staffing level of eight Deputy Sheriffs per patrol shift.
Additionally, there is one Sheriff Service Specia(S85) assigned to each patrol shift. The role of the

Patrol S&&i s t o p rsouvsi pdeec tfion oinnt e r f &al @deputy sosthatsthie patral deputyo t h e
can return to servicing calls as soon as possible.
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TABLE A3 BEAT MAP

City of Victorville
Beat Map

% 0 0475 095 19 2.85 3.8
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TABLE A4 CALL VOLUME

Calls-For-Service: Proactive vs. Dispatched
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TableA4 summarizes two categories of edlr service. A proactive call is one initiated by a deputy, an
example of which may include a traffic stop. A dispatched call is either an emergencyemneency

call that is generated by the 911 system or the dispatch center. Since 2008, etispalishincreased a

total of 30%, proactive calls decreased by 40% and total callsasetdoy 10%. From the data provided

in TableA4, it is reasonable to consider that the reduction in proactive calls stichsasgenerated by

traffic stops is direty related to the shift in time required to respond to the more reactive dispatched
calls. Calls for service are measured by response time based on the differing nature of each call for
service. Calls for service can be measured by day of the week arldebyme of day and theend lineof

data supporting these calls fomgee can be found in Exhibit /A Calls received and dispatched are

assigned a priority levethich is illustrated in Tabl@Ab.
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TABLE A57 CALLS FOR SERVICE T PRIORITY DEFINITIONS

PRIORITY

E

1

2

3

4

wuOoO——Tn—TTmMm-EH0O0>»V>TITO

Emergency Inciden

In progress or just
occurred

Actual Personal
injury

P otential for injury

Perpetrator still at
scene or in
immediate vicinity

Response:
Immediate, general
Code 3

Emergency Inciden
In progress or just
occurred

No threat of injury
Perpetrator still in
immediate vicinity

Response:
Immediate, but
generally not Code

Non Emergency
Incident:

Past Incident

No threat of injury

Perpetrator not in
immediate vicinity

Possible
contamination or
destruction of
evidence

Response: ASAP,
not to exceed one
hour

Non Emergency
Incident:

Past Incident

No threat of injury

Perpetrator not in
immediate vicinity

Contamination or
destruction of
evidence unlikely

Response: ASAP
managed respons
could exceed one
hour

Non Emergency
Incident:

Past Incident Public
Service

No threat of injury

Perpetrator not in
immediate vicinity

No possibility of
evidence
contamination or
destruction

Response: Manage
response

The Victorville Police Departmentonsistently respond® Priority ET Emergency Incidents, typically
involving lights and sirensmmediately However, all other priority level calls for servibaveseenan

increasein response time-or illustrative purposesiable A6 summarizes the trend in tinmtetakesfor

Priority 2-4 call, to be assigned to a deputy upon the call being received by dispattiTableA7

summarizes the trend in time it takes for the deputy to report to the scene.

TABLE A6- PRIORITY CALL RESPONSETIMES- RECEIVED TO DISPATCHED

Response Time

Received to Dispatched § w2 23
Ly ¥8 €S
T gt
253 4 <8 oeH B
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Over the measurement period dating back to 2008, TAbl@lustrates an increase in time it takes to
dispatch a call to an available deputy of approximatelyn#futes (275% approx. increase) for Priority 2
calls. It further illustrates that for Prioritg calls, it took an dditional 54minutes (258%ricrease).
Priority 4 calls took an additional S@inutes (280% approx. increase)dispatch. Any form of delay in
dispatching a call to a deputy has a direct correlation with aflutyy deputies attending other priority

calls, including higher priority calls.

TABLE A7- PRIORITY CALL RESPONSETIMES- DISPATCHED TO ON SCENE

Response Times
Dispatched to On-Scene
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Table A7 above illustrates the trend in time it takes for an available deputy to actually respond to a call
once it has been dispatd. For the priority types measured in Table Priority 2-4 calls experienced an
increasing amount of time to arrive on scene. Contributing factors to the imandgase to actually arrive
on-scene include traffic and distance the dispatched offiger to contend with while responding to the

call. An important factor to know when viewing the call response time is that the time being measured is
the time it takes from when the deputy is dispatched until the call is cleared. It is not uncommon for a
patrol deputy to be dispatched to a remergency call, then get called off to @mergency call, only to

be redispatched to that originating n@mergency calat another time later in the dayThe time
measured inthe tablesabove only measures the amount of time from when the deputy wiépetched

to the noremergency call, not from when the call was originally dispatchEkiis suggests the total

response time being potentially greater than reported in tables A6 & A7.

TRAFFIC DIVISION
The Traffic Division is currently staffed wittesv e n D e p u tfiye sggdifieatlyi agsigried to traffic
enforcement and two for impaired driver enforcement. Traffic enforcement deputies work day shift during

heavy traffic periods and ipaired driver enforcement personnehgelly work during the evening;
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however, traffic deputies can adjust their schedule based on the needs of tisntiey2008and based

on employee accountshe number of deputies assigned to traffic has decreasdus reduction
combined witha common occurrence that traffic deputies spend more time on scene at the increasing
number of traffic collisions, or get called off traffic to assist with emergency priority calls, directly
correlates to the overall redian in traffic citations issued (Table A8 The statistics described ihables

A9 andA10 show an increasing trend dating back to 2010 of total traffic collisibhs. tablesalsoshow

that the total number of traffic collisioriegan to increase after the red light camerae removed in

2015. Collectively, TablesA8-A10 illustrate a need to influence a change in driving behavior, which

could be accomplished through increasedexament.

TABLE A8T TRAFFIC CITATIONS

TRAFFIC CITATIONS FOR VICTORVILLE CITY

8000 7107

7000 5872
6000

s000 4790 4382 4437

4000 3337 T SRy

3000 2144

2000 1535
1000 I l

2010 2011 2012 2013 2014 2015 2016 2017 2018 2019

o

m TRAFFIC CITATIONS FOR VICTORVILLE CITY

TABLE A9 TRAFFIC COLLISIONS

Victorville City Traffic Collisions

2010* 2011~ 2012~ 2013~ 2014~ 2015~ 2016 2017 2018 2019

m Traffic Collisions *Red Light Cameras
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TABLE A10T FATAL TRAFFIC COLLISION

VICTORVILLE CITY FATAL TRAFFIC COLLISIONS
30

2010 2011 2012 2013 2014 2015 2016 2017 2018 2019

m Fatal TC

SPECIAL ASSIGNMENTS
The Multiple Enforcement TeafMET) consists of 4 deputies dedicated to special or priority assignment
by its Captain. MET is currently assisting the City crack down @gdl marijuana grows artmeless

related matters.

RECOMMENDATION

As a known financial consideratiptihhe County and thesheriffd smployeeunion approved a new labor
contractin August 2019for its employees foFY 19/20 toFY 24/25. This labor contraghcreases

Vi ct o ramnud dorrécsby an estimated 5% annually with an estimated aggregate increase of
than$7 million over the 5/ear term.This known increase over the nexy&ars, does not consider any
increasedstaffing level. Assuming a continued increasing trend in both population and calls for service,
Victorville should expect a continued decrease in proactive call respams@n increase in the number

of dispatched calls. An increased number of dispatch#éd will increase response times to all levels of
priority calls. An increased number of dispatched calls and response times can lead to an increased
demand taely ontraffic patrol to assist with dispatched calighich then can reduce the level ddffic

enforcement on Victorvilleity streets.

Considering the information provided above, staffing recommendations are being made available in a
tiered approach. The tiered approaches focueealigningthe current beat pattern Victorville deputies
patol, from a 6beat system to a 0eat system. Beat realignment should focus first on the busiest of
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patrol beats, creating geographically smaller beats, which adds additional personnel to serve areas of the
city with the highestdemand.To be successful improving traffic enforcement and patrol response

times, beat realignment relies heavily upon an increased use of Sheriff Service Spec&IBISHIS S 0 s

are intended to be used for matters that involvesumpect contact and may be related to loweripy

calls so as to improve response time to lower priority cafid free up deputies for higher priority needs.
Examples of SSS6s responsibilities may include bt
not present, collecting evidencdosing traffic lanes during traffic collisions and active crime scenes,
enforcing parking violations and towing vehicle&.baselineminimum service level recommended is an

8-beat system.

8-BEAT PATROL SYSTEM
Under an 8Beat system, Patrol Beats #3 and #5 would be separated into geographically smaller patrol
beats.To staff an 8Beat system, the department would have to increasellitsme personnel byhirty
(30). The distribution of personnel would inclutthe following:
1- Sergeant
17- Deputy Sherriff
11- Sherriff Service Specialists (NeBworn)
1- Crime Analyst (NorSworn)
Among the positions listed above, ten deputies would be assigned to the Patrol Division. Among the ten
(10) deputies assigned to the patrol division, f{8deputies would be assigned to each of the two new
patrol beats (Beat 7 & 8). In addition to the {@0) patrol deputies, nin& S Swosld be assigned to
support the Patrol Division functions. With curretaffing levels, the additionalSSS évifl bring a total
of three(3) S S Sférseach patrol shift and orf@SSfor counter reports at the police statidiime 8Beat
System would further adb the Traffic Division,five (5) deputies and tw¢2) S S S dhe role of the
S S Stlhasare assigned to the traffic division will be to assist in attending to traffic collisions and parking
enforcement which is a workload that traffic deputies are currently attetalithgit contributeto the
reduced levels of traffic enforcemeiiiwo (2) deputies would be assigned to the Multiple Enforcement
Team (MET), creating a six (6) person MET to better attend to the specialized needs of the community
that are intended to improve response andreafoent of quality of life matters. Finally, for investigative
matters, the Victorville Police Department relies on the use of a crime analyst that is a shared resource
within theentreCount yés Sheri ff Department . T @stigativep r o v e
matters Vi ct or vi | | e dypse justifylaldedivated crimieal aaatyst to serve as support to
deputies and detectives serving the departmeft.dedicated crime analyst will be housed in the
Victorville Police Station and collocatedtivideputies and detectives assigned to the Victorville Station.
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Compared to th&Y 19/20 Schedule A charge for serviad#s$27.25 millionfound in Exhibit A, Exhibit
Al summarizesraestimated total cost of $33.2 million to operate @e8ét System. Thathange in cost

of service represents @stimated5.98 million increase in the cost of service over current levels.

9-BEAT PATROL SYSTEM

A 9-Beat Patrol System assumes everything that is inBea8 Patrol System; however, it would divide
patrolbeats 3, 4 and 5 into geograpiig smaller beats and add an additiorsat (6) deputy sheriffs. The
six deputy sheriffs would be assigned to the newly crepatibl beat and includene Sergeant and five
deputies. Compared to th€&Y 19/20 Schedule Aharge for services of $27.25 million found in Exhibit
A, Exhibit A2 summarizes an estimated total cost of $34.77 million to operafeeat ystem. That

change in cost of service represents a $7.52 million increase in the cost of service over cusent leve

10-BEAT PATROL SYSTEM

A 10-Beat Patrol System assumes everything that is iBaa@ Patrol System; however, it would divide
patrol beats 2, 3, 4 and 5 into geograptycsmallerbeats and add an additional $8) deputy sheriffs.

The six deputy shiéfs would be assigned to the newly created patrol beat and include one Sergeant and
five deputies.

Compared to the 19/20 Schedule A charge for services of $27.25nnfdliod in Exhibit A, Exhibit 8
summarizes an estimated total cost of $36.66 millmoperate a XBeat system. That change in cost of

service represents a $9.41 million increase in the cost of service over current levels.
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FIRE DEPARTMENT

On January 1§ 2018, the Victorville City Council voted to approve resumption of a city run fire
department and directed staff to begin formation. Victorville Fire had been in operation from 1926 until
staffing was contracted out to San Bernardino County Fire Pranebiistrict (SBCFPD) in 2008. The
actions taken to resume operations were the result of a thoughtful year long process that began in 2017,
studying fiscal, operational and community impacts and future options. A motivator for the City to
reactivate its owrrire Department was its ability to operate for less money when compared to the then
known and projected costs of the SBCFD service conttacaddition to cost savings, Victorville
believed that it could enhance its qtaldf service to its residentsAs evidenced in transition reports
conducted by Fire Department staff, it became evident that in addition to providing fire service at a lesser
cost, the facilities and apparatus had not been maintained properly thus requiring increased investment by

Victorville as it continues a newly transitioned Fire Department

On March 30, 2019, the City officially transitioned its fire service from the $BCto its own Fire
Department. In doing so, Victorville hiré® fire service employees, incuding command staiMS staff,
captains, engineeend firefighter/parandics while contracting out fire prevention servicéispurchased

five command veldles, two paramedic squad units and two TF¥pstructural enginesThe fire
department also, very recently, purchased a brand new Type 3 brush engine. The new Type 3 brush
engine is expected to go into service before the end of #2® fi8cal year.It also successfully entered

into a contract for dispatch services from CONFIRE. With its dispatch contract, Victorville Fire then
began using Emergency Medical Dispatch (EMD) and MedidakiBr Dispatching System (MPDS).
Through the use of EMD and MPDSethumber of medical callesponded to by Victorville Firkave

been reduced and the engine availabiltiy for fire supression incidents has increased. Altogether, EMD and

MPDS utilizationis allowing for a decrease in the use of apparhy approximately 1%.
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Table Blabove shows the staffing trend since 2008 and reflects a downward trend of staffing levels.
Table B1 also shows that when compared to the period for which San Bernardino County Fire
Department operated in Victorville, the Victorville Fire Departmenpesrating 4 stations with less staff.

TABLE : B2 FIRE SERVICE COSTS
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Table Bzillustrates the upward trend in total expenditures leading up to 2018. This figure specifically
excludes analysis of 2019 due to start up costs required to transitifire tthepartment. The 17/18 fiscal
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year wasthe last full year Victorville fire ervice was provided by San Bernardino County Fire
Department and cost18.26 million. The estimated cost for operations alone, i 19/20 San
Bernardino County iFe Departmat contract was $14.34 million. For comparison purposes, the first full
year of operation for Victorville Fire Department is $13.91 million and includes $909,000 in capital.

Although Victorville Fire Department is operating at a reduced cost when cainfpa®an Bernardino
County Fire Department, the Victorville Fire Department, afterfirtst full year of operationhas
identified numerous deficiencies its currentlevel of servicethat may hinder its abilityo properly and

safely manage the compléxiof incidentst may be required to respond to.

FIRE MANAGEMENT

The Victorville Fire Departmendesires to ba n i Al | Riskd fire depart ment
respond to not only fires and medical calls, but must also be trained and properly equipped to handle a
variety of incidents includinghazardousmaterial incidents,swift water, urban search andrescue

(USAR), trench rescue, vehicle extricatiamd aircraft incidents. Victorville is the second busiest fire
department in San Bernardino County with approximately 22,000 emergency responses each year. The
variety and complexity of the targétzards within the City require resources and training that most
agencies wonot encounter. Al emergency operatio
System which is based on the National Incident Management S(iStb18).

The city is broken ito 7 fire management zond#ustrated in TabldB3, below Each zone has its own

unique set of challenges in providing safe and efficient emergency response. Those challenges include a
need for facility related improvements, apparatus upgrades, persmdigbns and tooling/equipment
necessary to perform the job.
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TABLE B3, FIRE MANAGEMENT ZONE MAP
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FIRE MANAGEMENT ZONE 311

r-'— - : " Fire Station 311 is located in the Northeastern part of the city. This
!.u 23 = | station is staffed each shift with (Personnel consisting of a Battalion

-

Chief, (2) Captains, (2) Engineers, and (4) Firefighter Paramedics.

Frontline staffed apparatus includes (1) Type 1 Structure Engine, (1)
Ladder Truck (1) Brush Enginand (1) Medic Squad.

Within this management zone, crews provide the following services: structuraildriend firefighting,
USAR response, HazMat response and EMS. Persammgberequired to respond out of their primary
zone to assist with any aircraft incident that magus at Southern California Logistics Airport (SCLA).

Each emergency service delivery program has a level ofarigkis zone asutlined below.

TABLE B4 - FMZ 311RISK ASSESSMENTOUTLINE

TYPE OF INCIDENT FREQUENCY| RISK
Structural High High
Wildland High High
USAR Low High
HazMat Low High
Aircraft Rescue Firefighting (ARFF Low Low
EMS High Low

Some target hazards within this management zone are:

1. Cemex Cement Plant

2 Interstatel5 & Air Expressway
3. River bottomwild landresponse
4 Railroad

FIRE MANAGEMENT ZONE 312

Fire Station 312 is located in the Northwestern part of the city. This
station is siffed each shiftwith (3) personnel consisting of a (1)

B ~ Captain, (1) Engineer, and 1 Firefighter Paramedic. Frontline staffed
apparatus includes (1) Type 1 Structure Engine. (1) Brush Engine is

assigned to the station and cross staffed when needed tenghe

crew.
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Within this management zone, crews provide the following services: structuraifildriend firefighting,
USAR response, HazMat responsdRFF and EMS. Each emergency service delivery program has a

level of riskfor this zone asutlined below.

TABLE B5- FMZ 312RISK ASSESSMENTOUTLINE

TYPE OF INCIDENT FREQUENCY| RISK
Structural Medium High
Wildland Medium Medium
USAR Low High
HazMat Low Medium
Aircraft Rescue Firefighting (ARFF Low Low
EMS High Low

Some noticeable target hazards within this management zone are:
1. SCLA /Keurig Dr Pepper Plant
2 US Route 395 & Interstate 15
3. Federal Penitentiary
4

Multiple Apartment complexes

FIRE MANAGEMENT ZONE 313

Fire Station 313 is located in tt&outhwestern part of the city. This
staion is staffed each shift witl§3) personnel consisting of a (1)
Captain, (1) Engineer, and (1) Firefighter Paramedic. Frontline staffed

| apparatus includes (1) Type 1 Structure Engine (1) Medic Squad

(UhstaﬁedReseve);

Within this management zone, crews provide the following services: structuraiildrieind firefighting,
USAR response, Hafat responseARFF and EMS. Personnealay berequired to respond out of their
primary zone to assist with any aircraft inciti¢hat may occur at Southern California Logistics Airport

(SCLA). Each emergency service delivery program has a level dbrigkis zone asutlined below.
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TABLE B6-FMZ 313RISK ASSESSMENTOUTLINE

TYPE OF INCIDENT FREQUENCY RISK
Structural Medium High
Wildland Medium Medium/Low
USAR Low Low
HazMat Low Medium
Aircraft Rescue Firefighting (ARFF Low Low
EMS High Low

Some noticeable target hazards within this management zone are:

1. Hotel/Restaurant Row

2 US Route 395 & Interstatel5

3. Mall of Victor Valley

4 Multiple Strip Malls and Shopping Centers

FIRE MANAGEMENT ZONE 314

Fire Station 314 is located in the Southeastern part of the city. This
station is staffed each shitith (3) personnel consisting of a (1) Captain,
(1) Engineer, and 1 Firefighter Paramedic. Frontline staffed apparatus
includes (1) Type 1 Structure EnginEnhe station also has (1) unstaffed

reservdaddertruck.

Within this management zone, crews provide the following services: structural and wildland firefighting,
USAR response, HazMat respons&FF and EMS. Personnaiay berequired to respond out ofehn
primary zone to assist with any aircraft incident that may occur at Southern California Logistics Airport
(SCLA). Each emergency service delivery program has a level dbriskis zone asutlined below.

TABLEB7 - FMZ 314RIsk ASSESSMENTOUTLINE

TYPE OF INCIDENT FREQUENCY RISK
Structural Low High
Wildland Low High
USAR Low High
HazMat Low High
Aircraft Rescue Firefighting (ARFF Low Low
EMS High Low
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Some noticeable target hazards within this management zone are:

1. Goodyear Tire &Rubber CoMarsPet Food Rant Church & Dwight Production Plant
2. Interstate15 / Railroad

3. Multiple Strip Malls and Shopping Centers

FIRE MANAGEMENT ZONE 315

Fire Staion 315 is located in the mosbighwestern part of the city. This
station is currently unstaffed and within this management zone, crews from
; surrounding stations provide the following services: structuramaltdland
firefighting, USAR response, HazMat respomSBFF and EMS.

This fire management zone is primarily residential; howewpon opening this station, personney be
required to respond out of their primary zone to assist euills in FMZ 316 that can be better responded
to than Station 313 along withny aircraft incident that may occur at Southern California Logistics
Airport (SCLA). Each emergency service delivery program has a level oforigkis zone asutlined
below.

TABLE B8- FMZ 315RISK ASSESSMENTOUTLINE

TYPE OF INCIDENT FREQUENCY RISK
Structural Medium High
Wildland Medium Medium/Low
USAR Low Low
HazMat Low Low
Aircraft Rescue Firefighting (ARFF Low Low
EMS High Low

Some noticeable target hazards within this management zone are:

1. Hotel/Restaurant Row

2 US Route 395

3. Bear ValleyRoad

4 Multiple Strip Malls and Shopping Centers
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FIRE MANAGEMENT ZONE 319

Fire Staion 319 is located in the mosbnthern part of the city at SCLA.
This station is owned by SCLAANd is currently staffed by a prita
contractor, Mission Aviationproviding ARFF servicesat SCLA SCL A6 s

~

contracted sairvpart ¢ sARIH2 isrespondiblee s .

for coverage in the areas located outside of the sterile aremonsi-der ed

TABLE B9 - FMZ 319RISK ASSESSMENTOUTLINE

TYPE OF INCIDENT FREQUENCY RISK
Structural Medium High
Wildland Medium Medium/Low
USAR Low Low
HazMat Low Low
Aircraft Rescue Firefighting (ARFF Low Low
EMS High Low

Some noticeable target hazards within this management zone are:
1. Airfield Tenants including Boeing & GE Aviation

2 Keurig Dr PeppefPlant

3. United Furniture Industries
4

Newell Rubbermaid

FIRE STATION FACILITY CONDITIONS

Fire station facilitiesneed tomeet the needs of tr@mmunity shall beADA compliant and provide
members of the Department with a safe, sanitary, and efficient working environmsnnhoted in
transition reports that were prepared when Victorville reaietd its City run Fire Department, it was
documented that fire station facilities were not properly maintained. It is for this reason that this report
will identify what will feel like an inordinate amount of deficiencies and requiring attention in the

departments early transition years.

FIRE STATION 311
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FS 311 is in need of significant repair and upgrades throughout the station including kitchen, dorms,

restrooms, and office area and does not m@eentADA requirementsThe following summarizenoted

station requirement:

A

There is no security gate or fencing for the parking area and hose themforetheft and
intrusion into the fire station property cannot be prevented. The area has a significant homeless
population which are frequently found mgering the fire station parking lot, washing clothes in

the station laundry, and wandering inside the fire station.

The lack of security around thestiory hose tower allows access by civilians. This access creates

a liability for the City if someone dited to go into the tower and get hurt or jump off it.

Lockers for uniforms and personal items do not allow for adequate storage of bedding, clothes, or
personal items. Uniforms used during the shift are often hung on walls or laid on floors exposing
membes to harmful contaminates.

The apparatus bay lacks the capacity to house all apparatus assigned inside which leaves
expensive apparatus parked outside leaving them exposed to the elements and vulnerable to theft
and vandalism.

There is a significant lackf storage for Personal Protective Equipment (PPE) and tools, hose,
and power equipment available.

FIRE STATION 312
FS 312 is generally in good condition and in need of moderate repair and upgrades throughout the station

including kitchen, dorms, restrooms, and office area does not coesint ADA requirements.The

following summarize noted station requirement:

A

A

There is no security gate or fencing for the parking dahesieforetheft and intrusion into the fire
station property cannot be prevented.

Lockers for uniforms and personal items do not allow for adequate storage of bedding, clothes, or
personal itemdJniforms used during the shift are often hung on walls or laid on floors exposing
members to harmful contaminates.

There is a significant lack of storage for Personal Protective Equipment (PPE) and tools, hose,

and power equipment available.

FIRE STATION 313

FS 313 is in need of significant repair and upgrades throughout the station including kitchen, dorms,

restrooms, and office area and does not maeentADA requirementsThe following summarizenoted

station requirement:
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The kitchen and dining @a size is inadequatnd the station does not have the capacity to
properly staff and provide sleeping and sanitary needs for more than (3) firefiJihisrstation

may be required tstaff Medic Squad 313 with (2) additional firefighters for a totgByf

There is no security gate or fencing for the parking dahesieforetheft and intrusion into the fire

station property cannot be prevented. The area has a park behind the station in which enables the
community to walk through the station parkingjdmd access the fire station.

Lockers for uniforms and personal items do not allow for adequate storage of bedding, clothes, or
personal items. Uniforms used during the shift are often hung on walls or laid on floors exposing
members to harmful contamiest

The apparatus bay lacks the capacity to house reserve apparatus inside which leaves expensive
apparatus parked outside leaving them exposed to the elements and vulnerable to theft and
vandalism.

There is a significant lack of storage for Personal Etivie Equipment (PPE) and tools, hose,

and power equipment available

The station does not have a hose tower to hang hose to dry. This should be addressed as soon as
possible to ensure that fire hose is properly cared for and stored

FIRE STATION 314
FS 314 is in fair condition and in need of minor repairs and upgrades throughout the station including

kitchen, dorms, restrooms, and office area and does notameenhtADA requirementsThe following

summarizs noted station requirement:

A

There is a security gateowever it is not electric which causes the fire engine to either back into
guarters or manually open and close the gate after every response.

There is a significant lack of storage for Personal Ptigge&quipment (PPE) and tools, hose,

and power equipment available

The station does not have a hose tower to hang hose to dry. This should be addressed as soon as

possible to ensure that fire hose is properly cared for and stored

FIRE STATION 315

FS 35 is unstaffed and in good condition requiring only general upgrades or rdgaerdollowing

summarizs noted station requirement:

A

There is a security gatbowever it is not electric whichwould cause the fire engine to either

back intoquarters or manually open and close the gate after every response.
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A There is a significant lack of storage for Personal Protective Equipment (PPE) and tools, hose,
and power equipment available.

FIRE STATION 319
FS319 is located at SCLA and is gammhdition.

APPARATUS

Victorville owns its fire apparatus and chose to make upgrades to its apparatus fleet as a part of the
transition from county fire service to city serviceMost notably, Victorville purchased two new
paramedic squad units, two med@ioginesand new command staff vehiclédctorville also authorized

the purchase of a Type 3 brush engine to replace one of the two Type 3 brush engines currently in service.
The new Type 3 brush engine is expected to be placed into service prior t80JI2EG20. Table B10

below summarizes apparatus by station assignment and its role, as a front line responder, a reserve unit or
a unit that has been considered surplus and not needed. Each apparatus requ#enaimiéinance and

upgrade and sHabe included in a repair and replacement programxhibit B3 provides a visual
reference on the different types of apparatus and an explanation as to what purpose each apparatus serves.

TABLE B10- FIRE APPARATUS BY STATION
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LOCATION |UNIT NAME DESCRIPTION YEAR | TYPE |STATUS
STA 311 BE311 BRUSH ENGINE 1995 3 |[Frontline
STA 311 MT311 TRUCK, 75' 2006 Ladder Front line
STA 311 ME311 PUMPER 2014 1 |Frontline
STA 311 E310 PUMPER 20020 1 |Reserve
STA 311 E315 PUMPER 2002 1 |Reserve
STA 311 MS311 PARAMEDIC SQUAD UNIT | 2018 SQD |Front line
STA 311 4315 FORD EXPLORER, 2018 2018 CMD |Front line
STA 311 4311 FORD EXPLORER, 2018 2018 CMD |Front line
STA 311 4301 FORD EXPLORER, 2018 2018 CMD |Front line
STA 311 4310 FORD EXPLORER, 2018 2018 CMD |Front line
STA 311 4300 FORD EXPLORER, 2018 2018 CMD |Front line
STA 311 None ENGINE 1988 1 |Surplus
STA 312 ME312 PUMPER 2019 1 |Frontline
STA 312 BE312 BRUSH ENGINE 199 3 |[Frontline
STATBD ME312 PUMPER 2006 1 |Reserve
STA 313 ME313 PUMPER 2019 1 |Frontline
STA 313 MS313 PARAMEDIC SQUAD UNIT | 2018 SQD |Reserve
STATBD ME313 PUMPER 2006 1 |Reserve
STA 314 ME314 PUMPER 2004 1 Front line
STA 314 T314 TRUCK, 100' 2001 LaddernReserve
STA 314 None PUMPER 2001 1 |[Surplus
STA 315 None PUMPER 2001 1 [Surplus
STA 315 None PUMPER 1990 1 |[Surplus
STA 315 None PUMPER 1994 1 |Surplus

APPARATUS- NOTICED CONDITIONS

Brush Engine 311 (1995)s unreliable and does not meet the NFPA safety requirement and should be
replaced before brush season in June 2020. On numerous indidergsgine failed to start or had pump

failure.

Medic Truck 311 is less than ideal from a design perspective whenn si deri ng response t
type of structurefirelConsi dering its increased mileage oper at
station, the department should considevaloping a specification for a new truck in the next few timen

with a projected purchasdelivery approximately 2 years lateviT 311 could serve as a reserve unit

upon its replacement.

Medic Engine 311 (204) was purchased on a grant during the County contract. This engine has some
damage causing it to track sligh#ideways while driving and increasing tire wear. There are some signs

that it was possibly drug sideways, possibly out of a ditch, causing possible frame damage.

It is likely that we will not receive the full life cycle from this engine and shestdblish a plan to move

it into reserve in the next8 years.
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Brush Engine 312 (199bis unreliable and does not meet the NFPA safety requirement and should be
replaced before brush season in June 2020. On numerous incidents the engine failed toastgotimp

failure.

Reserve Engine 312 (2006)as placed into service when the new KME was placed in service. This

engine, with normal maintenance and repairs should be a reliable reserve.

Reserve Engine313 (2006)was placed into reserve when the new KME was placed in service. This
engine will be aeliable reserve needing general maintenance and repairs. Shortly after the transition, it

had a new motor put in.

Medic Engine 314 (20@) has been reliable after receiving significant mechanical repairs after transition.

The departmerghould follow tke replacement plan for this engine.

FIRE RESPONSE

Victorville firefighters respond to a variety of different incidemisluding structural fire operations, ild

land firefighting operationdJrban Search and Rescue (USA#RRgrations, hazardousaterials (HazMat)
incidents Aircraft Rescue Fire Fighting (ARFF), firegvention services and emergency medical services
(EMS). All emergency operations are managed utilizing the Incident Command System which is based
on the National Incident ManagenteBystem.Accordingly, firefighters require recurring training for

such eventsalong withincident appropriate equipment and tooling, apparatus and appropriate station
location to maintain an appropriate response time to emergency incidattglume fa fire department
services can influence the ability of a department to maintain an appropriate response time. Table B11
summarizes call volume in Victorville dating back to year 2000. Like its population, call volume has
increased however,given the paceat which call volume has grown, dramatically (216% increase) out

paces population growth (92%).

TABLE B11VICTORVILLE FIRE SERVICES CALL VOLUME
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YEAR POPULATION Il\llA\(ll\:gLEjﬁ'II:S SST'/I'A:A_\I_II:(I;I’E\IIDS FIRE MEDICAL [ OTHER
*
o (Excl.319) | CALLS | CALLS | CALLS
2000 64,455 7,237 3 319 5,873 1,045
2011 117,219 15,424 4 635 12,671 2,118
2012 119,059 16,509 4 655 13,936 1,918
2013 120,364 17,522 4 637 14,827 2,058
2014 120,59(¢ 18,712 4 585 16,046 2,081
2015 121,168 20,776 4 715 18,000 2,061
2016 123,510 21,367 4 772 18,593 2,002
2017 123,565 22,846 4 867 20,109 1,870
2018 123,701 22,283 4 881 19,369 2,033
2019 126,543 22,973 4 967 19,715 2,291
* Editing population numbers will recalculate Calls per 1000
** Annual incidents are based on Computer Aided Dispatch system incide|
where a fire unit was assigned and dispatched. This eliminates duplicate
incidents.

National Fire Protection Association (NFPA) 17d8tandard for the Organization and Deployment of
Fire Suppression Operations, Emergency Medical Operations, and Special OperationButdi¢hiey
CareerFire Departments provides astandard for initial unit travel time within 240 seconds (4 minutes).
The current national standard for fire department coverage contained within NFPA 1710 also provides a
standard for an initial response as well as Effective Response Force (ERF) mé#aRrestandards are
intended to help fire departments provide safe afattfe working conditions for both firefighters and

members of the publi€RF categories include the following:

TABLE B12- ERF CATEGORIES

Low Hazard Medium Hazard High Hazard

One or two-family | Apartments, offices|Schools, hospitals, extend
dwellings, scattered mercantile, and |care facilities, high-rise, al
small (under 10,00(industrial occupancig| other high life hazard or

sqg. ft.) businesses large fire potential
and industrial units occupancies.
ERF - 15 ERF- 27 ERF - 42

Table B12 provides the minimum level of fire suppression personnsirtartural fire operations to meet
ERF based upon hazard levels. Mitigation factors such as fixed fire protection systems, sprinklers, and
alarms may reduce risk. For illustration purposes, NFPA 1710 advises that to manage a 2,000 square foot

2-story housdire, the following tasks/resources should be provided:
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Incident Commander BC (1 FF) or (1) Engine (3) FF

Fire Attack (Initial) (1) Engine (3) FF
Fire Attack (Back Up) (1) Engine (3) FF
RIC (Rapid Intervention Crew) (1) Engine (3) FF (FF Rescue only)
Search (1) Engine (3) FF
Vent/Roof (1) Truck (3) FF
Thi s is the minimum and doesnoét address medical

firefighters since a typical fire fighting crew can remain insadstructurefor about 20 minutes before

they are exhausted or running out of air.

TABLE B13- 2019INCIDENT M AP
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Table B13 above highlights the 22,000 fire call responses throughout the Victorville comm&atQ
Exhibits B1 and B2 further illusate where throughout the city, it can achieve a-&fHbnd response

time, when considering factors such #® station location of the response appropriate apparatus.
Combined, coverage gapgig within the city boundaries andata shows thathe greatest strain on
existing fire response resourcediing caused biFMZ 315. Station 315 is located in FMZ 315 and is

not staffed or equipped for fire emergency response. FMZ 315 is being resgonpedcipally by
Station 313 and it is not uncommon for Station 312 to respond to FMZ 315. Call volume experienced in
FMz 315 for the period of March 30, 2019 to December 31, 2019, alone, yielded 612 incidents.
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